Approved For &mmﬁ%ﬁa" CIA-RDP78-0§297A000500040107-7

%,

9 Ogtober 1953

Assistant Tirector for Cperationz
ATTH 3 Aeting Chief, P % O Staff, 00 '
Folab3p1  Acting Chief, I

Suepestions on Future Dudget Preparations ., 25X1A83

peF 1 emovandum for Chlefs, o rivisions and N Staff from Acting
Chief, P % C Gtaff, 00 deted 15 September 1953, same subtject.

1. T complisnce with parsgraph 2 of refarsnced memoyandom,
the followiny comment and sugpestions relating 1o future budgeb
preparations are offered:

A '% " 8. Tme g the most essentisl factor and one thal will
B wltimately govern the thoroughness that should perseats the

g i Badgets The more components an setivity has the more time

8 i is required, particularly when thess components are soattered
= S about the world,

o ¥ime in requived, first of all, %o understand the

e soops, the ramifications aw’ the complexities inherent in the
a inptyotions lgsued Ly the Pudget Uiviaion. They must be

W eunsidersd not only in thelr relationship to each activity
ss & compostte entity tut to each subordinats fileld somoonent
gonsidersd on an incividual basis as well. Procedural gitfe
arsnces Trom previoucly issuved instructions must be absorbed
and eisarly understeod before thelr effect upen both foparte
ment anc Field can be Jetermined and adequate instruetiong
fesued to the Meld.

Agaln, the thorough dlascussion of new technigues and
methods of budget approsch take time to bscome totally or
even sdequately intellipible.

Time i3 required to prepsre instructlons in the Depart-
ment for Fisld issuance and this requirement should not be
pressured. The more lelsursly guidance %o the Fleld sen be
prepared, the wore sowd and the mors thorough will be the

budgets prepared by the Fleld on the basis of thess instruetlons.

This document
:integra‘ted £il

83322

T4 is slso a factor in the mere transmission of in-
ptroctions to the Field and the forwarding of completed budgets

]
' &;D w 4 Figld to headquarters., A maximum 20 days are allotted

) 'é y 4 for this purpose alone, '

CES oy FOIAb3b1 v .
g&%? 74me is reguired % apalyse these budgets in the lspart-
s 588 mant, once they have been recelved.
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Time is required to sompotently compare suspect Ahs-25X1A8a
srupanclics dlscoverad in budgets sulmliled by I 3 oh
are compersbie in seops and mize one with another.

Timg 48 yeguired to guery the Field for more elsborate
azplanaiiona of itemp that sre not entirely somprehangible.

Time i3 vequired to smass a1l this myriad information
into one conmolidated drall.

Tims is vequired to dlecuss, using this dralt as &
starting point, budges policy at divieion level, % reevalu-
ate operstisnal prosramp and projects tentatively planned
for incorporation in the budget, %o celiberate and establish
ievels of priority mmonp them, to make sublotal snd total
somputations, to work out charts, graphs, wxhibita, snd stalew
mente and to have them reproduced and weturnad to the division,

Pime im rerquired after the preliminayy hearings mnc
approval of the draft Lo prepare the budget in finsl form.
is & matter of ineldental informetion, this phase almost alons
in the preparation of the cost the Agenty FO|Ab3L1
I17 hours of overtime or $739,82, This aversged cut to 52
hours and 392,40 for sach of eight employses. These fipures
mltiplied by the muwber of divisions in the Agency in g posl-
4ion more or lese comparabtie to R »u-% have reached #  FOIAb3b1
staggerine total, hecanse tinme was not the carefully connidered
fastor 1t should have besn. A a result, deadlines could not
have besn more varsalistioc,.

b. In eonneotion with the time factor, the Comptroller's
Offiee hse rather regulsrly {rom year Yo year taken unfalr
advantage of the opersting divisions in that established dead=
1inss for mimdesion of budgets have interfered with unwerranted
sxoens in the daily routine of regular office business, This
Ysck of considaration coems to stem from a mistaken imprescion
that budret affaire constitute the bulk of an administraiive
office's businezs - an impression thad could not be further
yomoved from the faeta, but whieh permits each adninistrative
off4ce conanrned no choice but todrop every other phase of
348 datlly activities snd to concentrate sclely on budged pree
paration. This i the fruit of poor management and at least
medioere planning, Tt oumpletely negstes all plamning done
by administrative offices along lines of activity ocutside the
oMt of budpot matters, It disrupts vasation schedules which
were gpsimmed long in advance sehedulss are-O|Ab3Db1
ususlly mace up by the end of April e e

2. Together with the gpensral comment offered sbove the following

gevarsl and speolfic suggestions ave offered for eonsiderationt

wdw :
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as Preparstory %umama ghould ke furnished a1l sotivities
aboud the first week ‘in Junusry and no later, This will enable
sny operating sctivity, but particularly one with overseag cO-
ponents, to be better informed at the eutset and to have 8 GOMe
plote plcture of what will be entailed in budget preparation
and so be of ~rester asristance in lseuing the bast possible
typs of instrucilons to the Fleld,

b, ‘The irdtisl budget instructlon should be sbout the same
in scope and content as the instruction now issusd in mid.¥ay
or later. At the tims these instructlons are disssminated ail
changes in format or presentation ahouls be inoluced 2o thal
wdgets sutsitbed by the Tield may be upsd to best advantape
by neadquarters offices in preparing their buizets, ‘he initial
instruction ehould include the Iollowingi

(1) Guldance of & general neture
{2} Desciines {specific, firm, and reggonsble)
{3) The mumber of copies desired, otce

(L) Travel rates, including rates between overseas
points

{5) Tranaportation rates, including rates hetween
oveypens polnte

{6) Any innovations affectiny compuiations amd formate

2. Pudged prepsratlon should be routlne, % be submitted
at the ssme time each year after being prapared at the same
tims eaoh vear, and, as Tar ss possible, should adhere 1o the
same formet esch year.

4, The one line submission (Offdce estimates) should be
reconeidered and resvaluaisd in respect to its Aefensibility
as & sound budget approach and if, all things consldered, the
1abor sntsilec in b8 preparsiion should outwelsh the useful
purpose it may serve, it should be abolished, if anly on the
basis 1ot 4t dunlicates the uiget preparabion workioad ale

¢s 1o eatablishing deadlines for subnission of budgels 1o
the tudger Division, the following time Tagtore should b8 glven
gerious consideration: ‘

(1) Twelve weeks, including threc weeks transit time
and nine wecks for prepsratlon, should ba allotted the Tield.

{2} If the sutmission of Cifice estimates is o become
a standard procecdure the operating s ctivities ghould be
sllowed s minimum of four weeks in which o propare guch
estimaton,
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13} & minimur of eight weeks sheuld be provided for
the preparation and suhamisgion of ‘Agansy estimnisc,

fo TIn sxder to save meny menshours of trolng snd proofe
resding, forme should be preparsd on thin peper wiich would
recuire only ons run %o produce the necessary number of coples.

g« To save tripe to the Peproduction Plviaton, holes should
be pre-punched before budget forms are disseminated throughout
. the Agenny.

3. The foilowlng tuppestions ars offered by Cblect Clasm

01 - Since the computation of personsl serviocss 1s a very
tinewscnsumaing proesss, sethods of computation should be unle
foym and formilas devigad well in sévance to allow more effle
cient preparation of personal services estimates.

02 -~ The Trausportation Nvieion should provide in the
budget instroctions travel rates for travel tetween points
in the United Stater and polnte overssas end between overseas
pointe.

03 - The Trapeportatiop Tiviston should provide in the
tudged instructions 2ll rates for transportation, both domsstic
and gverpeas, incindlay sethods for computing retes for both
ofPigfnl gargo and household shipmentw, This should be dene
on & print %o rolnt busis to Includes

s T Cs %o Fast and ¥est Consd
e  Port of awbariation to port of debarkatlon
2. Tebarkation port area to final destination, ete,

0l = The Commmdestions Office shonld provide the ap&mﬁing
divipions with all information releting to cost and chargeability
ef comvunisstions olrouits, The slternative iz to have each
indtividual oporating activity assume these responaibilities,
From the point of view of contrel and mansgenmeni, eplitting
eanmuniostions tudget reguirements between the Comwunications
Office and the opersting divisiens leads only %o confusion.

05 = Onorating divisions should not have to budged Por
posaitiiitias, whether proximste or remote, such as thoss which
geem to scctr in thin Object Class as well as in Ubjeet Class 07.
Yo do 80 se:ves only to ped budgets with money that iz usually
pever syond beesuse these possibilities never seem Lo voour,
fSperating <ivielens snculd be held accountsble in budget pree
paration for those requirements only which can be foressen readlly
or which 413 within the category of at least hipgh probability,

- SANFIRENTIAE
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Tate would provide 2 truer pleture of each activity'a opere-
ting coste and would be a more sensible approach in these
days when attempts are being made to $irhten controls on fig-
a3l sxpendltures.

In the event that possible requiresunts which have nob
beon provided for should really eventuste, there ghould be
sone davice scoessible which would not be as formal or as
1ahoricup as present procedures., For exarple, each Deputy
Mypsetor might be provided a contingenty fund which he himeuld
would controle When unbudgeted requiremente would be presentaed
to him and justified to his satisfaetion, he covld give ap-
;ﬁ:'g:;& w!thout being obliged to have recourse to a higher audhe
DY

08, 09 = The Teproductior Tivision and the Logistics
offies should be prepared to advise all operating asotivitien
wall in advance of the Iudget year under sonsideration what
charpes they will be assessed for printing and binding parvices
and “rocurement and Supoly services respectively. In other
words, this information should not come to 1light at the be-
girning of an active fiscal year (which i @ year and g half
too late se Tar as budgeting for particulay requirements is
concerned). Such information should be idgued antomatieslly
to the operating divisions at a certain lime esrly in each
calendar year, or better, thie information coul? be incorpor-
ated as an sppendix %o the budget imstructions. The opers~
ting divisione should not be reguired to dig and pry for in.
formation of this typs.
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